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INTRODUCTION 
In this article, we will focus on what Business Process Management (BPM) Change 

Management is, why it is needed, when it can be applied, and the ben- efits of 

applying it. We believe that the principles of BPM Change Management are 

relevant to any organization, independent of industry, business model, or one’s 

operating model. Change is a challenge faced by all organizations; it not only 

impacts the strategic aspects, the business models, the employees, and the way 

an organization utilizes technology. The degree of outside change influences the 

organization’s ability of being able to keep in control the way it works in terms of 

its activities. When an organization manages the changes befalling the organiza- 

tion, it must also actively manage the change of its business processes. Therefore, 

in this article we will also discuss lessons learned in terms of what works and 

what does not around BPM Change Management and how the concepts can be 

developed in the BPM Center of Excellence (CoE), and applied in the BPM Life 

Cycle method. 

 

LESSONS LEARNED AROUND BPM CHANGE 
MANAGEMENT 
Like many other organizations as well as practitioners working with change man- 

agement, we make good use of Elisabeth Kübler-Ross’s work1 on stages people go 

through as they deal with organizational change and transformation. The reason 

this is important is the phenomenon referred to as “the valley of despair.” That, 

unless tackled rightfully with change management aspects, the organization will suf- 

fer, and the benefits wished by the organization will be far less than expected. 

With- out a strong change management approach, outcomes can be poor, to say 

the least (Figure 1). 

Many benefits and gains may be obtained by managing change, among them 

is that it prepares the organization for the “valley of despair” and how the orga- 

nization can react. There are also Kotter’s well-known recommendations for 

change2: 

1. Establish a sense of urgency 

2. Form a powerful guiding coalition 

3. Create a vision 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 



 

 
 

 

 

FIGURE 1 
 

 

The valley of despair based on Elisabeth Kübler-Ross’s work around stages of change.1 

 

4. Communicate the vision 

5. Empower others to act on the vision 

6. Plan for and create short-term wins 

7. Consolidate improvements and produce more change 

8. Institutionalize new approaches 

Although this is understood in Organizational Change Management (OCM), 

this is not really applied the same way to BPM. Although the role of technology, 

process design, process modeling, and all other factors in the business process man- 

agement field should not be de-emphasized, this is an intuitively true statement that 

the major impediment to the successful implementation of a business process change 

is frequently the poor change management approach  adopted.3 

Therefore, analyzing and understanding the impact of change to the organization 

must be an integral part of a BPM CoE and the BPM process cycle of continuous 

improvement. Identifying the process and drawing it in BPM Notations, and then 

publishing, will not enable change. It can enable standardization, also integration, 

but not change. As Michael Hammer4 said in 1993, “Coming up with ideas is the 

easy part, but getting things done is the tough part. The place where these reforms 

die is …down in the trenches.” Moreover, who ‘owns’ the trenches? You and I do, 

and all the other people working with processes. Change imposed on the ‘trench 

people’ will not succeed without being part of the evolution or revolutionary process 

of change”.5 One needs to consider the change drivers in the various business areas 

and groups, the organizational competencies impacted, then the flow of the end- 

to-end business processes—those that span business functions and organizational 

boundaries. Determine how the change affects discrete business processes as well as 

how changes in various processes affect related processes and business functions.6 

Some organizations are better than others working with change and adapting it into 

their BPM work. As Paul Harmon wrote “Process Management and Change Man- 

agement are tightly coupled”.7 



 

 

 
 

LESSONS LEARNED OF THE OUTPERFORMERS 
AND  UNDERPERFORMERS 
It is generally recommended that an overall change management approach be built, 

and then link the BPM program of work to the change management tools that the 

approach has made available.8 Although these aspects are common knowledge, it is 

also common knowledge that this is not common practice. In the following we will 

explore what practices we could learn from leading organizations (outperformers) 

that know how to go about this, as well as what are bad practices or not the ideal 

way of working (underperformers in an area). 

In the following Table 1 we have listed some differences between the Underper- 

formers’ and Outperformers’ way of doing BPM Change Management: 

 
Table 1 List Underperformer and Outperformers Ways of Doing BPM Changes 

Underperformers Outperformers 

No formal method or approach for BPM change man- 

agement. The underlying thought is that BPM mod- 

els in process notations and process owners publish 

them to enable  change. 

Established and documented BPM 

change management method and 

approaches. 

Capacity (mis)management 

• Projects often demand huge BPM CoE change capac- 

ity and services to deliver. 

• Change assessment is done by individual project, not 

integrated to global BPM CoE capacity assessments. 

• No clear delineation of new and run processes. Roles 

and responsibilities must be better defined, under- 

stood, and tracked for development and change/ 

maintenance. 

There is ONE perspective on BPM 

changes for BPM CoE, includ- 

ing new change and changing to 

existing, so that only one priori- 

tization process is built into the 

BPM CoE portfolio management 

and governance process. 

Multiple project owners, change owners. 

Various process change request documentation. 

Multiple change management processes and proce- 

dures exist today, preventing a proactive/steady state 

and an integrated, end-to-end change process from 

requirements  to implementation. 

Going to integrated, best practices- 

based BPM CoE change handling, 

with specific roles and responsi- 

bilities, end-to-end processes sup- 

ported by a single-source of truth. 

BPM technology choices is based on: 

• functional needs 

• technology requirements 

• process modeling capabilities 

Other service organizations involvement not mapped 

• Current process does not clearly distinguish between 

BPM CoE services and interlinked business and IT 

services 

• Requirement for changes are siloed in various busi- 

ness departments. 

BPM technology choices is based 

on: 

• business drivers 

• change enablers 

Changes scope and governance are 

defined; entry and exit points are 

mapped and related coordina- 

tion, control, and measurements 

mechanisms are described. 



 

 

 

 

Enterprise architecture engagement gaps 

• EA guidelines, parameters, and standards impacting 

change management are not formalized or integrated 

into BPM change concepts 

• Changes identified by the BPM teams are not syn- 

chronized with EA teams. 

EA change management is formal- 

ized, and elements from its various 

domains affecting BPM change 

management are integrated 

throughout the BPM CoE process 

life cycle. 

No standards or interlinks of the various teams and their 

work around the change concepts, that is, change 

analysis/strategy, design, creation, deployment, moni- 

toring, and link to continuous improvement. 

BPM change management is inte- 

grated throughout the process life 

cycle. 

 

LESSONS LEARNED AROUND BENEFIT AND 
VALUE REALIZATION 
Some of the benefits of doing integrated and standardized BPM Change Manage- 

ment in the BPM CoE among others are: 

• Transparency of changes throughout the life cycle—Reducing the  number 

of unauthorized changes, leading to fewer BPM CoE service disruptions, and 

reduced change-related incidents. 

• Enable Organizational Change Management (OCM), minimize the severity of 

any impact and disruption. 

• Delivering change based on change drivers (value and performance drivers) 

maximizes value and reduces cost of change. 

• Not only specifying, but establishing link between performance/value drivers 

and process changes, and ensuring higher project success rate, reducing failed 

changes, and, therefore, business disruptions, defects, and rework. 

• Implementing changes that meet the clients’ agreed value expectation while 

optimizing costs. 

• Reducing the average time to align the process to the right way of working 

(from misalignment to alignment). 

• Contributing to better portfolio, program, and project estimates of the quality, 

time, and cost of change. 

• Contributing that change to meet governance, legal, legislative, contractual, 

and regulatory requirements by providing auditable evidence of change man- 

agement activity. 

• Ensure that all stakeholders receive appropriate and timely communication 

about the change so they are aware and ready to adopt and support the change. 

 
LEADING PRACTICE SUGGESTIONS ON WHAT 
REALLY WORKS WELL 
Developing an effective change road map that is integrated into the business pro- 

cess management life cycle and the BPM CoE change and issue management is 

imperative for change effectiveness, if your initiative is to avoid the “valley of 



 

 

 
 

despair”. The purpose and objectives of BPM Change Management is to respond 

to both process change requests as well as the BPM client’s changing requirements, 

while maximizing value and reducing incidents, disruptions, and rework. We feel 

it is vital to point out that BPM CoE Change Management and BPM Change 

Management are different. Although both interact, they have different purposes: 

• BPM CoE Change Management—The resulting concept that combines the 

vision, strategic considerations, and requirements for Portfolio Change Man- 

agement within the BPM CoE. This is done through the BPM CoE Change 

Board and includes alignment of programs and projects ensuring overall value 

creation for the BPM CoE clients. 

• BPM Change Management—The set of activities/procedures/processes that, 

although supporting the BPM CoE, is about the execution of change manage- 

ment. Therefore, it would be the more tactical and operational change manage- 

ment piece of the BPM CoE. The changes are executed through the various 

tasks and roles in the BPM CoE. 

As already pointed out, and although they are different, five common key areas 

compose BPM CoE Change Management as well as BPM Change Management: 

1. Requirements Management 

2. Planning with link to process portfolio, program, and project management 

3. Value and Performance Management 

4. BPM Governance 

5. BPM Continuous Improvement feedback loop in terms of degree of change 

(low, medium, or high) 

Out of scope of the above mentioned would be changes with significantly wider 

impacts than BPM Service Changes or BPM Project Changes. These  include: 

• Business organizational changes that need to be channeled through the Process 

Portfolio Management channel 

• Structural changes that need to be channeled through the BPM CoE 

management 

• The people-side of change that needs to be channeled through the business 

change management group 

We realize that managing change effectively implies using processes to manage 

change, whereas it would mean that the BPM CoE would have to take their own 

medicine, we also realize that this would be a fundamental change for most organi- 

zations. It would mean that all BPM changes are recorded and evaluated, and that 

authorized changes are prioritized in a BPM CoE Change Management procedure. 

This makes the process life cycle ideal to execute the five key areas around BPM 

CoE Change Management and enables change in any phase as well as empowering 

the continuous improvement feedback loop (see Figure 2). 

Integrating BPM Change Management into the process  life  cycle  includes 

both changes to new and existing processes. It increases transparency of changes 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

FIGURE 2 
 

 

The process life cycle with BPM change management.9 



 

 

 
 

throughout the life cycle and reduces the number of unauthorized changes, mini- 

mizing the severity of any impact and disruption. However, a recent study showed 

that even though we know we should do something we often do not,11 even if life 

depends on it! The results of the study demonstrate that even when doctors tell 

heart patients they will die if they don’t change their habits, only one in seven 

will be able to follow through successfully. Desire and motivation are not enough: 

even when it is literally a matter of life or death, the ability to change remains 

maddeningly elusive. Given that the status quo is so ingrained in our psyches, how 

can we change ourselves and our organizations? Whereas people and organizations 

know what they should do, they often do not know how to go about it. 

Therefore, we will explore the following in detail: 

• The life cycle phase 

• The roles involved 

• The strategic, tactical, and operational tasks 

• The notations that are relevant for the subject (both BPMNotations, x-BPM- 

Notations, and other business notations) 

• Typical enterprise standards involved 

We will in Figure 3 illustrate the entire BPM Change Management Life Cycle com- 

plete with all the various roles, their tasks, and how the different modeling, engineering, 

and architecture disciplines interact and are used around each step in the life  cycle. 

Although the tasks are not that challenging in themselves, the challenge lies 

in the change control and management of the diverse roles in the various tasks, 

some that need to interlink and be governed by BPM CoE Portfolio Change Man- 

agement, and some by BPM Change Management, relating to multiple enterprise 

standards to enable business and IT change. 

 

BPM Change Management in the Analyze Phase 
The first phase of the BPM Life Cycle is the phase in which the organization’s pro- 

cesses are analyzed, captured, and defined, based on the business goals and specific 

process requirements (e.g. business needs and wants), as well as any interlinked busi- 

ness and process demands (Figure 4) Process goals and detailed process requirements 

are defined, and process choices are clarified through process blueprinting, and the 

initial process maps are populated with the identified processes. This phase includes 

Continuous Improvement through Change Management of the BPM Life Cycle, 

and the degree of changes made during this phase is considered high (Figure 2). 

Tasks that have a link to strategic aspects: 

1. Log and review change requests. 

2. Identify change opportunities. 

3. Assess change proposals (depending on scope, it links to appropriate processes) 

Tasks that have a link to tactical aspects: 

1. Refer to appropriate processes (depending on scope). 

2. Raise Requests for Change (RFC) for changes flagged in scope. 



 

 

 

 

 

 

FIGURE 3 
 

 

The BPM change management life cycle at a glance.11 

 

3. Preevaluate request for change. 

4. Assess and evaluate change (leads to assessment of the complete impact of 

requested change). 

Tasks that have a link to operational aspects: 

1. Assess the complete impact of requested change. 

2. Determine if the RFC must be escalated to the next higher level of authority. 

3. Perform Change Assessment of RFC by the Change Advisory Board (CAB) for 

significant or critical changes. 



 

 

 

 

 

 

 

 

 

 

FIGURE 4 
 

 

The BPM change management life cycle’s analysis phase and how tasks, roles, notations, and standards could be applied.12 



 

 

 
 

BPM Change Management in the Design Phase 
The objective of this process is to take the information gathered in the preceding 

analyze phase and use it to develop a structured set of activities that tell the BPM 
Change Management story for the BPM CoE (Figure 5). 

• Identify and design an enterprise BPM Change Management implantation plan 

(if required). 

• Define and document all work flows or processes required by the stakeholders to 

perform change management within the BPM CoE; these will be the operations 

of change management (how to handle a process change, a project change, a 

service change, an RFC, etc.) 

• Develop all supporting policies, guidelines, or best practices required to sup- 

port the running of change management processes within BPM CoE for our 

 

 

FIGURE 5 
 

 

The BPM change management life cycle’s design phase and how tasks, roles, notations, and 

standards could be applied.13 



 

 

 
 

clients (governance structures, communication mechanisms, change plans, 

etc.) 

Tasks that have a link to strategic aspects: 

1. Plan and authorize build. 

2. Classify change from an Enterprise Architecture perspective. 

Tasks that have a link to tactical aspects: 

1. Recommend change design in alignment with Enterprise Architecture (for 

medium/major changes). 

Tasks that have a link to operational aspects: 

2. Translate change requirements into technical requirements (for medium/major 

changes). 

3. Prepare integrated change schedule. 

4. Authorize change build. 

 
BPM Change Management in the Build Phase 
In the build phase (Figure 6) of the BPM Change Management Life Cycle, the tasks 

focus on carrying out the already-identified design solutions that have been developed 

during the previous design phase. The new processes and process structures, as well as 

the redesign of existing processes within the current process portfolio, should be con- 

structed within a coordinated and isolated process testing and simulation environment, 

and primarily involves participants like process experts, engineers, and architects, as well 

as change management experts. Configuration foundations are likewise important to 

adapt to the environment around new processes, in particular, as well as a continuous 

governance aspect should be implemented to control and oversee the build phase from 

start to finish, and possibly enforce a construction rollback, if deemed necessary. 

Tasks that have a link to tactical aspects: 

1. Coordinate build, test, and implement (simulated production environment). 

2. Create associated configuration items. 

3. Oversee change build. 

Tasks that have a link to operational aspects: 

1. Execute rollback procedure if required. 

 
BPM Change Management in the Deploy/Implement  Phase 
In the deployment and implementation phase (Figure 7), all reconfigured, reengi- 

neered, as well as new, processes are evaluated for go-live readiness. Change docu- 

mentation will also need to be created to fully document and define all change 

aspects that have occurred to the new process portfolio and/or structures. A thor- 

ough review analysis will follow up release documentation, and the management will 



 

 

 

 

 

 

FIGURE 6 
 

 

The BPM change management life cycle’s build phase and how tasks, roles, notations, and 

standards could be applied.14 

 

then carry out the final decision for go live and process release. Post-implementation 

review and reporting is also necessary shortly after release to follow up on successes 

and/or shortcomings of the live process environment. 

Tasks that have a link to tactical aspects: 

1. Coordinate build, test, and implement (go live). 

2. Initiate release management process (if a deployment will be required). 

3. Perform change evaluation prior to deployment. 

4. Create change documentation. 

5. Review and report on change. 

Tasks that have a link to operational aspects: 

1. Conduct postimplementation review. 



 

 

 

 

 

 

FIGURE 7 
 

 

The BPM change management life cycle’s deploy/implement phase and how tasks, roles, nota- 

tions, and standards could be applied.15 

 

2. Close change according to the postimplementation results (execute rollback 

procedure if required). 

3. Gather the performance data through automated monitoring or other data 

capture means. 



 

 

 
 

BPM Change Management in the Run/Maintain Phase 
The objective of this phase (Figure 8) is to provide a set of processes that, when exe- 

cuted, become the working portfolio change management work flows for the BPM 

CoE. They are the change management requests that satisfy the client’s change 
 

 

FIGURE 8 
 

 

The BPM change management life cycle’s run/maintain phase and how tasks, roles, notations, 

and standards could be applied.1,16 



 

 

 
 

needs. They should also include step-by-step instructions for performing procedural 

activities such as impact analysis or user profile assessments when required. 

Tasks that have a link to strategic aspects: 

1. Management of Executive Services and Processes 
a. Decision Making: Strategy, Direction, Priorities, Relationships, Budgets. 

b. Main Process: Planning. 

c. Supporting Processes: BPM Advice and Guidance, Business Solution Services. 

2. Perform monitoring and capture measurements 

Tasks that have a link to tactical aspects: 

1. Management of Tactical Services and Processes 
a. Decision Making: Coordination, Control, Resourcing, Quality, Security, 

Standards, Reporting, Evaluating, and Process Optimization. 

b. Main Process: Governance. 

c. Supporting Processes: Administration and Oversight, Information and Knowl- 

edge Management, Business Risk and Compliance, and Business Continuity. 

2. Perform monitoring and capture measurements 

Tasks that have a link to operational aspects: 

1. Management and Operation of Services and Processes 

a. Decision Making: End User Provisioning, Resource Administration, BPM 

Service Management. 

b. Main Process: Change Management. 

c. Supporting Processes: Service Delivery and Support, Solutions Develop- 

ment and Maintenance, BPM Security, User Identity and Access Adminis- 

tration, Testing, Configuration Management, Deployment. 

2. Perform monitoring and capture measurements 

 

 

BPM Change Management in the Continuous Improvement Phase 
The objective of this phase (Figure 9) is to control, monitor, and evaluate the oper- 

ational change management processes, while addressing escalated issues/concerns 

and feedback for improvement of the running processes and the BPM portfolio 

as a whole. They should also include step-by-step instructions for performing any 

required procedural activities. 

Tasks that have a link to strategic aspects: 

1. Recommend Improvements/Actions 

a. Provide input to BPM CoE Strategic Planning. 

b. Carry out recommended improvements. 

c. Present recommendations for improvement. 

d. Supply input for BPM CoE Operational Planning. 

e. Deliver feedback to support decision-making. 



 

 

 

 

 

 

FIGURE 9 
 

 

The BPM change management life cycle’s continuous improvement phase and how tasks, 

roles, notations, and standards could be applied.17 

 

 

Tasks that have a link to tactical aspects: 

1. Govern BPM Change Management 

a. Perform reporting function for BPM Change Management. 

b. Enable escalation of issues for decisions. 

c. Support BPM Governance. 



 

 

 
 

d. Provide direction to BPM Change Management Operations. 

e. Control BPM Change Management Operations. 

2. Analyze Value Results 

a. Report on results (weighed against value expectations). 

b. Determine Business Process Indicators results. 

c. Assess Strategic Business Objective results. 

d. Quantify cost-reduction results. 

e. Evaluate Critical Success Factors. 

Tasks that have a link to operational aspects: 

1. Evaluate Performance 

a. Produce performance results 

b. Review Process Performance Indicators 

c. Assess Key Performance Indicators 

d. Analyze lessons learned 

e. Analyze Strategic, Tactical, and Operational Measurements 

2. Analyze Value Results 

a. Report on results (weighed against value expectations). 

b. Determine Business Process Indicators results. 

c. Assess Strategic Business Objective results. 

d. Quantify cost-reduction results. 

e. Evaluate Critical Success Factors. 

The key is to identify, document, and categorize the continuous improvement 

changes into the degree of change (see Figure 2) and thereby loop it into any of the 

process life-cycle phases: 

• Degree of Change: Low 
Changes that can be achieved with low work amount are referred to by differ- 

ent names in the various BPM CoEs. Some of the names are, among others, fast 

changes, quick changes, or even standard changes. All of them have one thing 

in common; they have a low degree of change. Low degree changes are, for the 

most part, preauthorized as they have low risk, are relatively common, and fol- 

low a known procedure or work flow. 

• Degree of Change: Medium 
Changes that can be achieved with medium work amount are for the most part 

referred to as normal change requests. 

• Degree of Change: High 
Changes that include a high degree of change can also have different names. 

Some of the names are, among others, big changes, strategic changes, major 

incident changes, and emergency changes. All of them do not only have in 

common that they have a high degree of change, but also that they have a 

significant relationship to performance and value creation, and therefore 

must be implemented as soon as possible. This is not always the case, but we 

see a pattern in the high degree change    requests. 



 

 

 
 

Perform Managerial Governance Activities Across all Phases 
The objective of this process area is to perform the management and administrative 

activities to support the running of change management. They should also include 

step-by-step instructions for performing any required procedural activities. 

 

CONCLUSION 
The implementation of a BPM Change Management program demands a whole new 

way of working in an organization, and implies looking differently at one’s organi- 

zation. Many organizations underestimate this. Old, existing ways of working and 

managing/directing people must be changed. This fact alone begs for a clear change 

at the management level, but it also requires change at the lower organization levels. 

Examples of such changes may include18: 

• Management and supervision will have to change: management and supervi- 

sion should be done over the entire process (horizontal point of view) rather 

than on a hierarchical basis. Attention is to be given to the process instead of 

on keeping the department up and running. 

• The process manager gets a much more prominent role in the organization. 

• Cubicle thinking between departments will have to be eliminated. 

• Roles and responsibilities will have to be defined better and are likely to change 

significantly compared to the situation before implementing BPM. 

• Another type of management, with a different attitude toward the work floor 

and the execution in the organization’s operations. 

This new way of working should be accepted before working in a process- 

oriented manner can become successful. When organizations decide to imple- 

ment process improvements and/or BPM, they must not only pay attention to 

the new possibilities and the factors that stimulate successful implementation, 

they must also be aware of the restrictions. These restrictions or barriers are 

often bound to the organization culture, to the comfort one obtains from hold- 

ing a certain position, and to power and status. Management must deal with 

these barriers and actively deal with the factors that stimulate implementation 

as well (Figure 10). 

Finally, clear and accurate communication is important for successful change 

management. This implies a need to build integrity and trust, which will have impli- 

cations for the specific tactics that will be adopted in implementing the changes 

required.19 

Essentially, an organization should focus on these core values: 

• Ensure that the need for change is strategically driven 

• Outline the BPM strategy together with its program of works 

• Develop a change management approach, and devise a tool kit to be used with 

the implementation of the program of works around three areas of change: 

• Preparing for change 



 

 

 

 

 

FIGURE 10 
 

 

The BPM change management approach.20 

 
 

• Introducing change 

• Making the change stick 

Many tactics can be selected from the tool kit for each area, and the actual tac- 

tics adopted will need to match the particular business, but if you have a framework 

from which to select, the likely success of your BPM Change Management project is 

increased.
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